Approved ForRelease 2005/01/06 : CIA-RDP80B01033A000100090028-6 /
SECREZ i~

¢
H

11 Februvary 1959

MEMORANDUM FOR: All IAD's

SUBJECT: Proposal for the Repid Transmittal of
Information Reports end Custamesr Reactions

This is a proposal for & nev reporting system to be
used for certain CIA Clandestine Services reports that hos
been sutmitted to an Agency planning group for ecnsideration.
The planning group will meet to discuss the propesal on
19 February 1959 and I would appreciate any camsents you
might have on the propoeal by 18 February 1959.
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Assistant to the DD/I {Planning)

Attechment:
Ap stated

Distribution:
All TAD's -

1 - DD/I Chromo
2 - WAT file
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PROPOSAL FOR THE

RAFID TRANSMITTAL OF INFORMATION REPORTS AND CUSTOMER REACTIONS

The Problem

The problem faced by the Agency Planning Group in the routine in-
telligence field comes under three headings:

a. Speed of processing, taking edvantage of new technology;

b. Guality of repurting, dismissing submarginel information ~~ and
sources -- at the esrliest possible stage;

¢s Tanbr-mde dissemination to keep apalysts from being flooded
with meterials not pertinent to their work.

Trhese facets are interrelsted. Processing deleys in getting repurts
to customers breed additional delays in getting reactlions and evaluations
to the coilextora. The half-life of informstion is short; loss of interest
in it due to time lsg produces lack of interest in inmproving the source’s
production.

If we are sble sigrificently to cut the aumber of processing steps
and their agiregste time, uaers wiil better recognize their cwn interest
in furnishiny feedback to the collector. Collectors will appreclate this
timely interest in their operstions; and case officers and sources alike
will be encouraged by the speed with which thelr material was handled, aqd
the interest Washington has teken in it.

Speed and quality aere partieularly clesely interwoven in the field
of marginal or submafginal reperting. If users can let the collector

know quickly that certain materieles are valueless, operations can be
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effectively re-directed or stopped, freeing fleld manpower for more con-
structive enterprises. If the diecovery of lack of value is delayed, or
not communicated, operations go on indefinitely, producing nothing, end
the Agency't best eeset, its professionsl manpover, remains tied up in
them. '

In late 1958 the DCI sppointed a planning group, representing all
elements of the Agency concerned, to recommend & communications end re-
porting system for CIA which would result in a speedier and more efficient
flow of repcrts to the using saalysts. The proposal below has been de-
veloped by rembere of this planning group. It is designed to cover a
fairly limited number of CIA reporis in the early astages of its opera-
tions. It is also desiznei, however, to be expanded to cover a larger
percentage «f CIA reports and possibly even the reports of other intelli-
gence sgencies if operating experisnce proves that these steps may ba

desirable.

i a o
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The Need for a More Expeditious System of Reporting

1.8 a result of recommendiations mede by the President's Board of
Consuliants on ¥Foreign Intelligence Activitlies {the Bull Committee)}, the
President has directed the intelligence community to establish a system
for the reporttng of eritical intelligence within speeds approaching ten
minutes. ‘The "Critic” system has been designed to mneet this specific
task. 1a devieing the "Critic"” system, however, the Critical Communica-
tions Committee advanced, and the USIE spproved, the view that for sny
system of reporting of eriticel intelligence to achieve maximum efficiency,
it wvas essential that there be an increased flov of more timely background
date against which to assess iltems of eritieal intelligence.

In view of the emerging capabllity of the Soviet Union in the field

of puided missiles and the genersl spead-up in the field of weepons and

commnications, tha DD/I has set as n goal the establishment of a report-

ing system in the Iintelligence community which will get substaptially all
iatelligence information to the analys:t within twenty-four hours after
the preparation of the report in the field. Communications and other
mechanical techniques are sufficiently advanced to make this & feasible
go8l1. |

Pefore idevelopling a avstem that can include the reporting of the
entire intelligence community, it is necessary ithat CIA develop & system
for its own reporting thet vwill move toward the achievement of the
twenty-four hour goal. The experience gained end the techniques devised

in the development of thié internal system might well provide the basis

- 3 a
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Por 2 rapld syscen enaospaesiog the eraloder of b lrielliigence
COLTLAL L LY -
At the presert tirs fvforzaticn is recelvad Ly intelllgence soaly she

over sn extendedl pericd of tise arter the even! baing reporied.  Sone

niormaticn {8 recelved in a mstter of hours o days | |u«“

tue sebled reporte of obber reporting agencies, includivy the Clandestine
Servilens of CIA. The tulk of the informestion, however, is received in
diipateh er report fora cver several weeks or mimihs follewing. For
exsandle, Clondestine 3aevicas poucheld reporte, secordirg Lo s recend
twoddey semple, reach bhe nalyste’ desks on an aversge of S5h daye alter
thei» ocquisition in the £1eld. & schematie chert of the present aad

the desired paiterns of the recelpt af raports by snai;sts follove.

e

N T

Approved For Release 2005/51708 *'¢TA-RDP80B01083A000100090028-6

25X1




s R

e
) e Ty

# of Revorts

Approved For Release 2005/01/06 : CIA-RDP80B01083A000100090028-6

\

-,
-

W

]

H

! e . e -
- ; Time ulter svent

e P

-
Tvuuat
NRAnTY fwy nenamMe T s TEOTE
[VORITT OF REPCRTS EY ANAIXSTS

Approved For Release 2005/01/06 : CIA-RDP80B01083A000100090028-6




» Approvgﬁor Release 2005/01/06 : CIA-RDP80W83A000100090028-6

S=R=(«R<E-T
Toe Volume of Reporting

In 1954, the Clandestine 3ervices disseminated 35,000 reports,
of vaich 3,500 were TDs. This volume has increased every year sinco.
In 1958, the CS disseminated over 51,000 reports, of vhich 14,000
were TDs. These figures, over this 5S-year period, represent increasas
of 47 per cent in the totel number of reports and over 300 per cent
in the mmber of TDs disseminated, This volune of reporiing ~-- even
supposing it to be wholly desirable -~ imposes grave stresses on
available Pacilities, personnel and procedures. It appears tc have
outesrovn the Agency®s ability to handle and use it effectlvely. Evi-
dence of this is to be’ seen in delays between the recelipt of informe-
tion reports at Headgquarters and their dellivery to custamers such as
those reported above,

C8 reports laterally dissemirated in the field sometimes reach
other agencies and departments in ¥ashington through their chennels
appreciably socner than thromgh CIA, In sane instances, other agencies
and departments have disseminated informstion taken Trom CIA reports
in their own publications vefore the Agency recelved its oim copiles.
Customers compiain that they receive toc many reports they do not
need, and that they fall to receive informeiion they do need. The
limitetions of collecticn mechaniems aside; collecting components re-
tort that custaners fail to meke thelr needs kaowrthrough clearly
phrased, up-to-date requirements énd substantive evalustion of reports.

A lack of communication between the two elements is evident.

-8 -
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™he uidanc: Fachbor

Aczgiale guldance wvould do much to improve €3 weporting iz nlil
thesge respects. It would infom the field ~- prowpily and frequently
-- vhat the commnity vents, and thereby ensble the collector to
concaniyate on acquiring that informetion. In doing this, it would
reduce the volume of reporting -- and this smaller volume of better
msterial conld be hendled more speedily. Thers is a school of thought
which argues that formal Requirements alone dictate vhat informtion
is 4o be procwrad. This is wrne to as extent: suyone procwring
informetion which falls within the scope of & gpecific requirement
will send it in. But this does not in practice limit the procurement
of informetion whick is not respomsive to needs, or vhich is only
barely so.

The huren resscns are simgle: at one end is the hungry weiter of
requirements. He writes lcosely in order to obtain all information
vhich ray bear ocn his subject. At the other end is the field case
aofficer, BHe wiil £ind Some hearing oa same requirement in a;},.most
anything. The "Initial Reactions” proposed in the present: paper are
interded bto supplement requirenents and substentive evelustions with
& nev forw of rapid, frequent, criticel appvecistion of production,
and thus &id in esteblishing cagsmnicatlons bevwesn cushomer spslymhs
and producers of information.

The DD/P has set as & gosl the weeding our, at 08 field stations,
of volume reporting below the fevel of simificance te the irtelli-
gence coagmurity, through the Judiclous sppiicailou of these snd other

ayveilabie means.

o p -
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Synopsis of the Proposal

The cycle of the proposed system consiste of the following elements:

a. Reports are i ped at the field station in TD format on a Flexo-
writer with a tape by-product.

b. After mechrnical encrypting, tape is forwarded to Beadquarters
by unaccompanied rouch or, as :lmiment becomes available, by
electrical wmeans.

c¢. After mechanical decrypting at the Hesdquarters Signal Center,

clear tex’. tape is furnished the Cable Secretariat.

d. On a twin of the input F;oxwriter, the clear text tape is auto-
ra’ically typed in TD format, and carbons furnished to the action desk.

e. An OCR documert anslyst assigned to the Cable Secretariat places

‘appropriate ISC codes cn the mat, together with an indication of the dis-

semination rormally accomplished by CGCR. Simltanemll, the action desk

reviews its copies, adding appropriats release and disseminstion instruc-
tions and making minor corrections. A completed copy is returned to the
Cable Secretariat.

f. The fully ISC coded, released, corrected, and CS-numbered TD is
then run off for external and internal distridbution by messenger or elece
trical transmission.

§- Initial Reaction Shoets (see Attachment A) are filled in by
analysts with substantive interests, and returned within threes working
days to OCR.

h. The Machine Branch of OCR processes incoming Initial Reaction |

Sheets on punched cards. Lists of Reguirements are processed in the same

-8 - v
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ganner. Reproduced decks of these cards go to the Machine Branch of RID,
Dp/P.

i. OCR furnishes DD/I internal disseminetion and document processing
offices with appropriately organized tabulaticns of anslysts' rescticns to
disseminations they have received {Question 1), and lists of ISC coding |
proposed by analysts which was not foreseen in the initial coding proceas
{Question 8).

J. Meantime, the Machine Branch in the CS has punched cards of other
information, such && report numbers, projects, sources, originsting ste-
tione, appraisal, subject, etc. Upon receipt of the cards made from Initial
Reaction Sheets, it processes these for tranamission of specifically perti-
nent tabulsticns by pouch or teletape to the field, with copies to the
desks and Stalfs coocerned.

A pilot model of this system can be promptly established with the

25X1 | Insed on experisnce with this model,

the whole system can then be adapted for use elsevhere and mtic\ilar _
features spread out to cover C8 reporting eeross the board. The issue of
vhetber and how to apply the system to customers in othér Agencies can
then be worked on piecemesl.

There is no machanicel reason why'the full cycle of reporting to the
customer, and return of initial customer reactions to the field, need %ake
longer than ten working days, if unaccompanied pouch is used, and less if

tapes 13 transmitted by electrical means.

s~

e
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Processing by the Field Reports Office

The format of the veport to be used by the field station is o com~
promise between the cable end the present dispatched Information Report.
The intenticu is to provide a neans by which the first typing qi’ the
' report rameins the only one in the whole process, unleas sxtensive re-
writing. and thus retyping, bLecomes necessary. To schieve this, the
field will use the format of the Headquarters T.D. &b initic for this
method of reports processing.

Ae a distinction in format bem;mn a Teletaped T.D. and & cabled
T.D.. the original typed in the field will de covered by the Opermtional
and Source Cover Shset which is ncrmelly atiached to pouched Informetion
Reports. Use of thess fores will sssure a complete ssparation of dis-
sexinable inforuwation froﬁ all other.

Typing tekes place on a Flezovriter according to o fixed formet
erbodied in & Manual. The formet should satisfy locel dissemination
neads a8 well as those of Eesdgusrters. The station is free to iske
adventage of the various mechanica) features of the Flexowriter which
permit sutomatic typing of steandard iz‘famﬂidn, and Initial typing in
draft followed by sutamatic finsl typing. Skilled operators will scon
obtain optimum results.

~ Io any event, the fimal typing of the Operatioval and Source Cover
Sheet, and the T.D., is made with the tape punch on. The finiahed tape
is then given to the staticn’s Signal Center for conversion ¢ an en-

crypted tape.
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Processing by Fleld Signal Center

iue Uitice of Communications has elsborated the necessary pro¢a-
dures Ho be used in fleld and PHesdquexiters Signsl Centers for ihe
Teletape encryptiog and decrypting process. The cagence of these | © o 420
cedures 18 o prevent confusicn betveen clear text and encrypted tupes
prior to dispaich.

Af%ter encvyptinrg, the orizisel clear text tape is destroyed and
the encrypted, secure tape dlspatched by festewst avsilable mesns. Tele-
tape experleace to date m@icgtea thei this will be the unscoompanied
State Depariment peuch vaieh roves by air yall and is privileged:
Agreements with the airv 1lines prevert it Crom being "bumped.” Nor is
it neld up in custoue upon arrival.

Arrangements have been made vith ths Depsriment of Stote to move
Teletape packeges by next aliplsne, rather thas vaiting for s larger
shipment. ¥t has been Tourd possitle by thess mesns o move & Teletape
dispatch froa the criginator's typewriter to the Headgquarters desk «on-
cerned in one working Gsy (taking edvontage of the east-to-west time
diflerential ), althougt the ncim 12 two teo three Gays. (For details on

Teletape see Dackground Pager 55, )

L
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Conlirmation Copy

In the sulisequent procassing of the tape, Lthe reglstries both in
the field and ot Headquariers are typsssed. Io order 4o satisly tie
records naeds of boith; we wove the ovigloel typed eupy of the Teleiaps
dispatch by pouch, and trest it ip the seuwe menner g5 any other dils-
patch for records purposes. This cenfirmntion copy vwould also be uned
to bach w2z up i any situatlion in which tape is lost {0 suel 2vosi las
cocurred to dste), Heelless to By, farvon copliez of the criginal
typing are used in tha field for the station’s 112 and dooumentotion
purpoees. It supesers sdviestie Lo use hhe awes yevhed in the Telstaps

reporting procses.

1

a4
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Processing Upon Arrival at Beadquarters

Adequeste messenger arvangzments exist for the movement of Teliatape,
qpon arrivel in an unsceompanied pouch et the Department of Jtate, o
RID. The tape is merely logued as & unit and moved by hand %o the
Signal Center in L Building without delay. There mechanical processing
produces & clear taxt tape. in the Teletope process a3 we have tested
1t 80 fur, this cleaer text tape is delivered %o the Division for further
handiing. For the reporting purpose, however, ve propsse that it go

directly by dumb-waitsr upstairs to the Cable Seeretarist.
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Procezsing by (Cable Secrstariat

The Tiret 1tem O sppear on a reports tape wvill be the non-
digseninable Cperational and Source Cover Sheet. The typlse: in %the
Cable Secretariat will place cng of these sheats, with the number of
sarbons required by the Division, in ber Flexowriter snd automsticelly
type this portion of the msterial. The mechine stops st the znd of
the psge. The typist theo pats a T.D. met, wilb threz or fcmr carbang
ints tne muchipe and regumes sutomatic typing of the disseminable poy-
tien of the roport.

The Cadle Secretariat veteainsg the 7.D. mat for trestoont ss

descrived helow. The (peraiionsal and Gourse Cover Sheet and carbons,
&0C the carbons of the T.D.., sre furnished by messenger to the

Division reports office which has aciica on the report.

N % PR
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Prnceasm the C8 Ares Division

Incoming reports asre scracned by the reports officer concerned to
separate irmediately relessable materisl from that which requires re-
writing.

SNormally, immedistely releasableo materlal will be handled first.
It will be glven 2 CS report number and the distribuiion assigned. The
copy used in this review will then be released by the Division reports
offlczr and forwarded o %he‘ Cable Secretarlat with an indicstion of
the vumber of coples required in the Division for the warpose of lztarnel
£8 distridbution. Minor corrections, 1f 1odicated by the Divislcn, can
be mede either on the finished T.D. mat, or by sutamtic retyping from
the originel tape in the Oable Secretariat.

Material vhich must be reprocessed prior to dissemination wili be
retypad in the Divie.zim; on e nev T.D. mat. Tais is then furnished o
tae Cable Seerctariat for digremdpaiion. Thisz will cause the destruc~
tica of the original mat by the Cable Secrstariat. 4t ressonsble
intervels, a meamber of the Reguiremsnts Staff revievs wnrelenssd T.Ds

at the Cable Sscreterint and lanquires luto the causes of wundue delaye.

.18 .
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Simdtaneous Coding

Mile this reviev wocess takes place in the Division, san CCE
document apalyat, stationed at the Cable Secretariat, haes mssigned
percinent ISC mumbers (probably from the new, revised m&aim of the
Ccde) to the report. and nobted them oo the TD mmt. BPe bhas slso indi-
zated the diseeminscion the report should pecaive beyond that aosimed
by the C8. All rur-off coples will thus bese The code mmbers and
dlssenination, and no processing time waa lost by injeciing these
eseeptial steps it this sisge.

423 soon &: the ryelsage copy of whe TD is recelved Prom the Divi-
sion, the Cab e Secretariat types the O3 mmber on the mat, &3 well
&8 amooadmen’.s to the standsrd C3 distribuiion ladder. Minor correc-
ticas in tae text can alse he taken cave of at this stegse. Tae TL 1o
then rup off 1n the reguisiie mumber of coples for intermal and exber-
aal €8 idissemination. CJowrler distribution takes place along with the
nov o gtamry distribution of cubled Tos.

it 1s possible at thils stage o toke sdvaniage of the availablz
cleas tewt tape which wse veed in the cutemstlc typing of the TD 4o
reloy the report elechrieally t¢ custamers. ‘fhie chances are,however,
SO nﬂtillzlequipment necomes available this tyye of wocessing
wil . pe limited to offizesn vhich bave the essential equipment pow
funcrioning, i.e. eassentially CCL. We consider i% dewivable to wake

elactrical disseminatiocn to CUL In order o weguire the neceesary

- 16 -
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operating experience against the dsy when it may be necessary or de-
sirable to make extensive electrical dissemination to a wide rangs of

custoTers.

25X1 For details on|:|end its potential, see Background Paper No. 8.

- 17 -
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The I tiel Reaction Sheet

talle the form is self-explaosatory, several pointe should be meie ;
in sw ort of t.

wecy devartment of the Agency hes experienced s sheady incresss
in busiiess, volume of naper, opersticasl activity, pumber of reportl,
rumbe  of casl: groups transmitted, ete., overy year. Thevre uppesrs Lo
be . stealy apsual growbh of etveen 10 end 15%. It 18 the resuit of
1% yeers of preparatory work now giviog w2, in volure 17 nobt in quslity,

acreasingly the product vwe have sought. On the other band. ve have

reached oo pealt in moppovar.

Joorer or later ihis contlict will coase %o be gerely annoying.

Mogy of ua olesd that we o7e 2o overlonded thet we conend Laks op
ancther plece of pener or asolher forvw. Isdividual aaennnha gtrive
valiantly to lmgrove the effectivencss of hheir use of manpowEr. by
reguleiing thewselves a l1%6le Taiter In one regpect or ancihoy s b
the paner Jlood doss nob diainieh.

ine fact le that all elesents In the reporting bisiness ; Trom
pm;?msmaf theough: suniysis, sre poavts of & single ¥atle. (uce the
ze8t serlous problems faclng eseb oF the components are viewsd, ueh s

e

their exclusive, jvdividusl concorn Yal oo aspecha of 2 sirvgls lavee
provlen, then uew colublong offer thewselvar which may tond o ba

i | “ibe 25X1

]

-~

simpler and move effentive. Ve refor &

Guidleg of Intelligenes Cellection,” Sinddes fn ntelllgence, ¥Yol. 3,

Fo. 1, for other nipgels of the same Lpaus.

et us

meyn s Y e e eron o e osegn oo b wpes g £
v Bhe arerags 1o fsos ohe wadyeh - B0 bupin wilth

b

1R
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within the Agency -- wiih snother form. The payoefi will be worth 1t.
Three aspects of the reporting problem are combined in it: those of
appropriately limited dissemiration, of adequate ISC coding for later
retrieval, and of & quick expression of intevect to assist the collector.

Only those annlysis should Le asked to use the form whose "feedback”
will be worth expleoiting, i.e. the specialists concerned with the sub-
Ject matisr reported; those responsible for writing collection reguire-
ments; those whose work will suffer if informetion 18 not sdegquately
retrievable for lack of coding. [% stends to reason vhat their coopers-
tion will be guickly revsrded by receipt of fewer reports vwhich ére of
nc inftereast to them; by retrievel of filed mmriaia they need in resesvrch;
by more dirget and «Ffective contect with the collectors:, triggered by
their reeponses cn the IRS.

The anslyst haé rnore important busivess then to £111 in forms;
hence the form must be simple, and easy to use aend mail. We might
provide participeting enslyste vwith blenk forms, and pre-addressed
envzlopes containing identifying pre-punched ceards. to make processing
ex8y &t all stages.

Punched-oard processing of £21led-in (RS Porms sionld be used for
ell reporting derived from it. This will ellow ue to vse the formn in
e Bingle copy naver requiring maoue) scriing and distribution. AlLd
derived products take the form of teilor-mede machine tatulations.

The form ss 1t zupears i the attachment; altbough finlshed in

gppearance, is merely g draft for discvssion and further refinement.

1. L
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Feedback for Coders

Every theoretical discussion of retrieval problems brings out the
inevitable humsn 1imi:ations in the coding process. For a recent review
of this problem, see aul A. Borel's article "On Processing Intelligence
Information," Studies in Intelligence, Vol. 3, No. 1.

Analysts in the Document Division are not cmniscient universal
geniuses; they are able¢ to smsign the apparently essential codes, but
they are bound to overiook, or not to be aware of, angles under vhich
retrieval might in future become 2ssentlial. This is the primary criticism
of the present librery system, leveled at it by personnel using it. The
intelligence subject ccie, present or revised, is s splendid instrument,
useful exactly to the ypoint to which coders properly foresee the headings
under which meterial miy nesd to be recovered, but no further.

The better and more widely known the Intelligence Subjeet Code, the
more it is directly ue2d and contributed to by experts in their various
fields, the better the retrieval system. The Initial Reaction Sheet pro-
vides a simple method of contributing to the coding. This presumes that
the ISC codes originally assigned by document analysts are available on
the report for review. Any anslyst who receives a copy can take care of
his own interests beyond the initisl coding by sdding approprlate codes
on the form.

Mechanically, the additionsl entries will be referred to the Docu-
ment Division in weekly tabulations. These will cite the name of each

contributing enalyst, the additional codes euch has proposed, and the

Approved For Release 2005j0%165-EGtAIRDP80B01083A000100090028-6

s

Ve

- 20 - I/




Approve?‘ﬂ)r Release 2005/01/06 : CIA-RDP80W83A000100090028-6

S-E-C-R-E-T

report numbers to which these pertain. They can appear in document number
or ISC Code order, or any other desired arrangement, for discussion with
the proponents if this is indicated, and integration into the system.

Once thies feedback process has been underwsy for some time, and
anelysts have become used to it, it is to be hoped that they will develop
such confidence in the ability of the library -- particularly as mechani-
zation provides increasingly relisbles and rapid service -- to reﬁrieve
what they need, that they will be willing to dispense with the bulk of
their own paper holdings. Without participation in the coding process,

this confidence, we believe, cannot be established.

.21 . /
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Feedback for Disseminaturs

Background Papers Nos. 1, 3 and %, when read togasther, spell cut
another cause of delnys in processing informaticn reports to the ultimate
Agency user: The rethod, now in use, of successive dissemination through
organizational channels, with major distribution to the Office, from there
to the Branch, (rom there to individuals. Bulk processing through several
gteps is inhecently inefficlient, when seen as a whole, pot only in terms
of time, brc also in terms of the number of copiles required which mmst be
based on extreme potential needs, rather than specific known needs.

2. ternatively, dissemination might be achieved within the Agency,
from a central point directly to ipdividusl analysts, on the basis of
tl.eir specific requirements, kept up~-to-dete on & continuing basis, by a
feedback system suitable to mechsnization.

Under such a system, dissenminetion can take plece by subjects coded
in the ISC, thus taking advantage of the fact that reports moved by the
propoged reporting system will carry pertinent codes on every copy. Coded
requirements, on the one hand, and coded reports on the other, are a pre-~
requisite for eny attempt to mechanize the routine portion of the dissem-
ination process. (Unusual epot requirements would be handled outside the
system. )

Au analyst's Statement of Requiremenis may be derived in the first
instance by tabulsting his response to Gnestion 1l of the Initial Reaction
Sheet over a period of some months. The tabulation would contain all the
reports he received, and their subjects in terms of the ISC Code.

- 20 .
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Document analysts could translate this tebulation into a tentative State-
ment of Requirements, for refinement in discussion with the analyst con-
cerned. This would yield the analyst's current Statement of Reguirements
on which disseminations to him would be based. This in turn would be
kept up-to-date by the continuing feedback of his reactions on the IRS.

The experiment in automatic dissemination now underway in AFCIN-1
indicates that much additional paper is pumped into the mill by the
straignt-faced, undiscriminating machine. This is due to inadequately
spelled out requirements which are adequately understood by tralned
analysts, but cause hash by machine. A feedback system as propoced here -~
properly used -- will tend to give the snalyst and his supervisor direct
control over the volume of information delivered to the "In" basket.

The supervisor i3 an interested party inthis proceas beczuse of his
responsibility for & proper workloed distribution to his subordinates.
This, in practice, is & most difficuit task; most supervisors carry their
owvn workloeds, and do not inspect their subordinsates' "In'" baskets at
regular intervals. Based on the Initizl Resction Sheet, supervisors may
recelve every week, or at any other convenient intervel, a tabulation by
name of their subordinstesz of the reports they took in, and their reac-

tions to them. This is a tool which might lend itself very vell to

proper workload distribution.

- 23 -
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Feedback for Collectors

The remaining material on the form is intended to guide the collector.
It does not coniain written evaluations, but provides for checking off
the simplest and, under the circumstances, most useful elements of
guidance. A punched card system will be developed to bring these ele-
ments to the rapid attention of field stations and Headquarters desks and
Staffs concerned. The system embodies the essentisl facts of projects,
sources and reports, 1.e. the Operational snd Source Cover Sheet, the CS
report, form, or its TD equivalent, Project Summary Sheet, and lists of
Requirements and their numbers. HNon-operational portions of these cards
will be reproduced for OCR for tabulaticns of use to DD/Y elements. Oa
the dbasis of this material, and the Initial Reacticn Sheet cards received
from OCR, the Mechine Pranch in the €S will be in a position to distribute
euch’reports ag the following at appropriate intervals:

1. To the field --

By station or base, source cryptonym, and re-
portes officer: a tsbulation of repcorts in f;eld report
and csble number order, citing the CS mumber, the subject,
and each Initial Reaction received to date; requirements
levied on the statlica, citing reports and IRS reasctions
pertinent to each; a list of reports not disseminated by
Headquarters, glving brief reasons.

2. For the Beadgusrters Branch -«

Copies of the above; in Source or CS number

order, a list of outstanding evaluations {from Question T

- :
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of the IRS) with the names end telephone numbers of the
analysts who promised them.

In oxrder of customer offices: a tabulation of
CS reports originated by the Branch, giving the names of
individual anslysts and their initial reactions.

Coples of materials detailed below.

3. For the Requirements and Project Staffs -~

By Requirement Numbers: reports referenced to
them and Initial Remctions received.

By source cryptonym: a tabulation ¢f materials
rejected by customers in response to Queations 2 tbrough 6
of the IRS.

While the value of materials of this sort should be apparent ~- take,

for example, the operational usefulress of a quick reaction to Question 3 -~

the limitatlions need to be pointed up as well. The chief intention is to
provide officials concerned with & convenient handle by which to investi-
gate a situation. If Inltial Reections run consistently high on a low
cost source, Hesdquarters personnel nead to spend little time on opera-
tiocnal message in the renewal process. On the cother hand, if Initial
Reactions run adversaly, this provides an indiceticn to the desk and the
Staff that the situation needs to be looked into. The purpose of the
tabulation is not 4o allow rejections to be drowned in the siack of peper
whieh is surfeced once a yeer in the project renswal process, but Lo pro-

vide a convenient method for the prompt closing of merginal operatioas
in the light of all pertinent fects.

-25 -
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EfTect on Substantive Eveluations

The amount of bockkeeping now undertaken in the €S to beep track
of individual projects and their reporting product is very consideg~
able. The scheme as outlined here does not encanrass the present
substantive evaluation proceas, the importance of which is in no vay
affected by it. In present experience, more than haif of the rather
elzborate Form 39 are returned by customer aralysts with check marks
oniy, and no substentive comments whatsoever. By diverting these to
the IRS, and by freeing desk and Staff personnel of routine bookkeep-
ing chores, it should be femsible to spend more time in peresoal or
telephone contact with quelified enslysts to obtain specific useful
commends .

One noveliy of this scheme, which is apt té meet. with some appre-
hension in the C3, consists of the direct, uninhibited two-wvay
canmunication between the recipients of informetion end its}prcﬁncer@o
An initial reaction to the product is sent rlght back without inter-
vention at the Hemdquarters desk. This carries the risk that the
field may act independently on the feedback to atop or redirect a pro-
Ject, as the cose may be, without being so directed by the Headquarters
dzsk. There are two sides to this contyoversy: we would argue that
the C3 have personnel in the rield so competent that we entrust them
with the conduct of opsrations which someitimes carry considerable risk;
w2 can rely on them to discriminate., Furthermore, the desk is in a
position repidly to add its comments to the waterial commnicated to

the field, since it receives & copy simlianeously.

2% - .
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Under the impetus of this system, it 1s to be hoped thst substan-
tive evaluations will be processed to the fleld with a speed
approximating that of the Initial Reaction system. They now take ob
the order of six months to reach the field from the date of the orig-
inal report. They are often valueless Ly that time. The reasons for

these delays are for the most part mechanical and will be separately

investigated and dealt with.
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Mecoanical Aspacts

The mechanics of the proce:rs fram t.he apaliystts point o2 viow
are simple snough. Upon his first reading of newv inconirg muterinls
be will £11% out the form. He vill also hsve in bie Sesk blink de-
tailec eveluasiion sheets which e may wart Lo use af the saw time, or
later 4 = ai?.hmmh as zoon as possitle. The forms, or sonlopes
containing them, a.z,?e al,l adiresced to the seame polnt: Tre M.chine
Breach of OCR. We esf;imte that one kevpunch ogerator csn hirsile olx
or 2ight hundred forms of this type & day.,

After keypunching ‘&nd verifying, the bulk of Initisl Reestion
Shests shouwid be dustroyed. They have nc documentary value tnd are
campletely exploited by mqhme processing except vhere they cgnta*.n
verval instructions on such subjects as ISC coding, Theme alone will
then be Bam-psroceuaaﬁu

The camplete ceck of cards shouid be reproduced daily Tor use b}f |
the C8, and pessed on to the Machine Branch of RID for furthir pro-
cessing.

Ve should explore ﬂxe,pv:»asib_ility of takin(;‘ IBM caxda Wt ich are
the product of thi: hookkeeping, sorting them down in ADRION i&ts
oyder for dlssemim.nion to fleld stations, comverting them *M<ham -
cally to S-chamnel tape, and passing the result back to the field
vie the Teleﬁepe scheme .

Subject to proof to the contrery in the course of tegting thio
scheme, 1t is our sssumption thet manpower required in the lmchine

Roans of OCE &ad tie CS vill be a fraction of thet saved in the Divi-
elcns, the fleld, the O3 Staffs, and the seversl offfice of LI/,

. BB .
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Reproduction Bottleneck

While the model system will use electrical transmission from pro-
ducer to consumer, for & small portion of CS production, this will nob
be the case for some time for the great bulk of {t. Until electricasl
_transmission becomes the rule, we ahall have to cuntinue 5 rely on
muitilith-type reproduction facilities.

Although the reproduction and dissemination processaes are almost
identical, Cable Secretariat reproduces cabled reports for dissemination,
and Printing Services Division dcea the same for pouched reports. The
reason 18 that the Cable Secretariat has proved i{ts capability for aspeed
in its task, and therefore has retained this responsibility.

We fee] that the reproduction facilities of the Cable Secretariat
are properly used for all internal dissemination of incoming cables. ani
for electricel transmission outside, but that a better capsbility shouid
be established by PSD for all reports not electricslly transmitted ¢
custamers under CS rnumbers -- cabled, pouched or Teletsped. This
facility. like the Cable Secretarist, would have to wori arcund the
clock and otherwise develop the same high degree of efficlency. If sue
of our targets is Lo speed up our routine reporting acioss the board, it
would be counter-productive in the long run o proc28s « aAmail sector

efficlently, allowing all else to lag.

5-E-C-R-E-T
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Asmuming frvorable conclusions from the test, the issue of broadening
the system's application will arise. Should presently available equipment
be acquired for this expansion, or should we wait or a better model?

Gne of the weakest aspects of the system is iis key element, the
Flexowriter. Some of the problems we have with it are described in
Background Paper No. 10; others are inhgrent in its mechanical operation
and cause trouble for the typist. The Office of Communications, while
continuing its search for better gadgets, should seriocusly consider par-
ticipating in the development of improved devices of the Flexowriter
type: i.e. typewriters which make it convenient for a secretary to
produce a clear text tape -- or even an encrypted tape -- as a by-product
of typing, for transmission and later processing, without re-keying.

Speed aside, as keying and retyping processes are eliminated, this
approach would on the one hand offer mcM ioput volume for the
groving electrical communications capacity developsd by the Office of
Commnications, and on the other offer significant manpower savings.
Properly designed and protected Flexowriter-type devices should allow us
to employ secretaries/commnicators in the field with only moderately
increased demends on training and skills. We have indications that
satisfactory equipment will be available in the summer of 1961.

The cost of such a system, while high, may not be ocut of line.
Three of the dsvices -- the minimm for one link -- are likely to cost

about as much es one overseas employee in one year.
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Extension of Jyst:m to Other Agencies

The applicability of the system to our work with other agencies
requires studr. It is our bellef that pertinent parts of the systenm,
such as the Initisl Reaction Sheet, should initially be tested ine-
side the Agzency only'o Bxtension might then be examined first of all
to those other agencies, i.e. notably Alr Force, which use the ISC.
Specific negot:iations should be conducted at the proper time with each
possibly interested agency; this épproach may well lead to the develop-
ment of different versiones of the Initial Reaction Sheet for each.
This broadening out, in turn, might meke the ISC useful to more members
of the comrmun: ty ind thus cause them to rely more heavily on the doce

umentation facilitles provided by CIA.
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Conclusion

Implementation of any one syatem can, of course, not be based on
generalities. Our stations and bases have vastly differing needs for
communications. There are methods of speeding up commnications other
than tape processing which will find their place in the whole scheme.
The photographic page-at-a-time encrypting process explained in Back-
ground Paper No. 8 is one of the most pramising of these, and likely
to be useful for certain categories of stations and materials.

The components concerned will have to engage in a continuing
general study of vhat mode or modes of cammunications will be best
suited to each point abroad, with the participation in each case of
personnel thoroughly scquainted with local conditions.

Meantime the test proposed here, if the Committee agrees that it
is worth trying, will serve to focus the thinking of the participents
on specifics, and to surface their new ideas as well as their qualified

rriticiam, both, in the end, probably of equal value.
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